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by Marl
Marlene R. Nesary

ardening is an ever more popular pastime as the
baby boom generation bulges into mid-life. And
^
no wonder, since a garden rewards human effort
with both utility and beauty. Gardening also provides an excel
lent basis for business— as a summer visit to any one of
Montana’
s thriving farmers’markets will attest.
People com e to art for similar reasons at similar stages in their
lives. And in the realm o f art, too, Montanans have created a
seedbed for econom ic opportunity. N o wonder D.A. Davidson
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C E O Ian Davidson says investing in the arts “
makes good
business sense.”
But we don’
t know much about the dollars and sense of
Montana’
s art industry, especially its nonprofit sector. In general,
the nonprofit, or “
third sector”
1elements o f our state and
national economy aren’
t much acknowledged. A new study of
Montana’
s nonprofit arts sector helps rectify the situation. It
profiles a vibrant player in the state’
s economy— one with
quantifiable growth potential.

NONPROFIT ARTS

F igu re f

iv lo n t a n a ’
s art sector provides
jobs, u ses rent resources, gen erates
production to p a y taxes, com petes
for-audienceSjSurVii/Gs-oVGr-time—
b e ca u se it s e r ie s the public, an d is
part o f the econ om ic landscape
-Where-entrepreneurs-vOork~in~a
m odern g lo b a l socie ty /*_______
—Dennis O'Donnell, UM

In du stry C o m p o sitio n

Montana’
s art industry includes three key elements: individual
artists, private businesses, and the nonprofit sector. Each element
has its own characteristics.
• The content providers for this industry are individual
artists: the painters, writers, woodcarvers, musicians,
handcrafters, playwrights, and others participating at a
professional level in the art market. According to the 1990
census, Montana has as many working artists as it has
police and firefighters, about one in 80. It seems likely that
by the next census, both professions will increase their
share o f Montana’
s workforce.
• Many private businesses also profit from the state’
s art
market. Retail galleries showcase Montana artists’
work and
take a percentage of each sale. Hardware and other shops
sell supplies, tools, and materiel to artists and art groups.
CPAs, lawyers, and insurance agents sell professional
services to local artists and art groups. Carpenters hire out
their skills to build sets or remodel auditoriums. Restaurants
and hotels may do their best business o f the year during a
big event like the C.M. Russell Museum’
s Western Art
Auction or Helena’
s Dixieland Jazz Festival.
• The state’
s nonprofit arts sector is also surprisingly diverse
and extensive. Think of a quilting society in rural south'
east Montana, a small society organized as a 501(c)(3)
nonprofit arts-related organization; the society is staffed
entirely by volunteers and the major activities consist of
two juried quilt shows per year and a book o f designs dating
back to 1875. Then consider a million dollar organization
like the Missoula Children’
s Theater (MCT) with its 80plus employees and international tours reaching thousands
of schoolkids every year; factor in the capital expenditures

as M C T transformed an old schoolhouse into headquarters
and we’
re talking serious enterprise.
In many ways nonprofits are the core institutions of
Montana’
s art industry. They’
ve been around for three and four
and seven decades. They provide the seed capital and the
infrastructure to launch a new festival, create an arts event or
define a new expression o f civic life.

First S tatew ide Study

Steady readers of the Montana Business Quarterly may recall a
Summer 1994 nonprofit report focused only on the arts sectors in
Miles City and Missoula.2You may also remember the impressive
level o f activity, the thousands of volunteer hours per year, and
the millions o f dollars these nonprofit organizations generated.3
A new statewide study o f arts nonprofits shows that Missoula and
Miles City were not anomalies.
Before we examine the findings, one more definition. “
Non
profit”is a legal status granted by federal entities (chiefly the
Internal Revenue Service) and governed by federal laws. It
usually takes a year or more to complete the application process
and hundreds or thousands of dollars in fees. Incorporation as a
501 (c)(3) entity is a legally binding agreement to operate
essentially and primarily for educational purposes. Education is
the mandate of such organizations— not profit.

N o n p ro fit A rt R ev en u es
University of Montana economics professor Dennis O ’
Donnell
surveyed Montana’
s art-related nonprofits during the fall of 1998,
asking for fiscal year 1997 data on revenues, expenditures,
employment, volunteer activities, and audiences. O ’
Donnell’
s
Montana Business Quarterly/Summer 1999
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~~r v [ontana's art sector Works ju st
like other ed u cation al an d cultural
institutions, tike the M cLoughlin
R esearch Center here in Great Falls.
W e-bring in top scien tists, im/est in
the th ings that m atter to them —
tike the sym phony— an d they vOrite
gran ts that briny in more d ollars .
J h is dyn am ic crea tes a trem endous
econ om ic b en efit for the region .
£
—Ian Davidson, D.A. Davidson & Co.

work was funded by the Montana Arts Council supported by the
Governor’
s Office, and administered under UM ’
s Sponsored
Research Program.
O f 266 surveys mailed to Montana nonprofit art organizations,
88 were returned with usable data. O ’
Donnell analyzed this data
with IMPLAN, a software tool widely used by the U.S. Forest
Service in its programs for rural econom ic development. H e did
not extrapolate results from the 88 survey respondents to the

—F tgureS—
| Revenue Sources
Montana's N onprofit Arts Sector, 1997

total population o f 266 organizations, O ’
Donnell says, because
the sample was drawn heavily from the larger and more perma
nent organizations in the state.
These 88 o f Montana’
s“
larger and more permanent”non
profit arts organizations report:
• Com bined revenues in fiscal 1997 totaled $13,704,776.
• Two-thirds o f this revenue is earned income— through
ticket sales, tuition and fees, auctions and benefits, and
other art-related programs and services.
• Less than a tenth o f total revenues com e from government
sources. Local, state, and federal funds combined account
for, on average, 9.53 percent o f survey respondents’
fiscal
1997 revenues.

H o w N o n p ro fits S p e n d
Like most service sector organizations, Montana art nonprofits
spend the largest chunk o f their budgets on personnel— 41
percent, on average, for the 88 respondents. Rent and other
operating expenses eat up another third o f the average arts
organization budget. Marketing costs less than one might imagine
for enterprises that sponsor lots o f events. (See Figure 3 for
breakdown o f expenditures.)

Eventful Im pacts
According to O ’
Donnell’
s survey, Montana art nonprofits
spend 87 cents o f every dollar inside Montana. That means they
hire local people; patronize local businesses; and contract for
services with the local CPA, lawyer, insurance agent. Moreover,

' Spending categories
Montana's N onprofit Arts Sector, 1997

Source: “
The Economic Impact o f the Nonprofit Arts Sector o f the Montana Ejconomy-1997." Dennis Jay O'Donnell. Department o f Economics.
The University o f Montana-Missoula. Study released June 1999.____________ |__________________
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this mostly localized investment draws out-of-state money—
especially through the festivals and events which are a staple
production of art nonprofits.
Consider the following example. Most years on the Hi-line
early spring is a harsh season. (See business profile o f Hi-line
artist Don Greytak in this issue.) Yet every March hundreds of
stalwart art lovers from all over the world trekio Great Falls for
the C.M. Russell Museum’
s annual auctiaruof Western art. They
examine the bounty and Spend th$r%ioney on hotels, restau
rants, and airport taxes—-whethe^K>r riot they buy a big bronze
this time.,. f| 11 M I f f|

W

Auction sales topped $1 million for the first time in 1998,
according to Lome Render, who helped direct the Russell
museum’
s 1998 event. The Great Falls Advertising Foundation,
which tracks audience data for the event, estimates that about
500, or nearly half the 1998 attendees, came from out o f state.
Calculate the figures for several hundred people spending
several hundred dollars each in food and lodging over several
days and you’
re lookingat. a real boost to the local economy. Add
a million dollars imdirecreales of art objects and the econom ic
impact looks preft^ositive.

M VThe Russell museum’
s auction isn’
t the only Montana art
event that draws out-of-staters. Helena’
s Dixieland Jazz Festival
coordinators, Gary Novota and Don West, estimate that out-oftown visitors account for about half of the festival audience, and
that the annual June event has an econom ic impact o f between
$7 million and $20 million— less when it rains, they say, and more
when the weather “
cooperates.”
Novota and West also note that an arts and crafts fair has
evolved in conjunction with the D ix iela n d ^ ^ Festival and now
fills the streets around the perfojrjnap^. l%is^allied event likely
has its own ratio o f insstate/ou^pfestate buyers and sellers, and its
Q$n spending p ^ e ^ ^ a l t y e t Mmeasured.

IL v * V
g g i ^Literature also produces measurable impacts on the state’
s
economy. A number of homegrown Montanans have turned into
high-profile writers, and other successful writerly types have
settled here, too, creating a kind o f critical mass for literary arts.
UM’
s well-regarded writing program draws many of these artists
into its teaching orbit and provides a steady demand for allied
enterprises such as bookstores and public houses for public
readings.
According to O ’
Donnell’
s study, arts nonprofits focused on
literature reached the highest percentage o f children (80 per
cent), while organizations devoted to theater— which some argue
is a branch of literature— reached the largest number of people
(638,131).
Overall, survey respondents reported a combined audience of
more than twice the number o f Montana residents: 2,083,577
people attended Montana-based arts events and experiences in
1997 vs. 879,000 1997 Montana residents.

Cultural Tourism

“
Repeat attenders”
— those who patronize several arts events
each year— probably account for a fair number o f the total
audience count in O ’
Donnell’
s survey. But Montana’
s cultural
offerings also draw nonresident patrons, as shown by Great Falls’
art auction and the Dixieland festival in Helena. Western
Montana’
s Yellow Bay Writers’
Workshop is another example of
what the travel industry calls “
cultural tourism.”
The Writers’
Workshop turns 12 this summer. O nce again 30
to 60 people, mostly nonresidents, will pay upwards o f $ 1,000 for
a week in a bunkhouse and all the literary criticism they can take.
(Writing’
s easy: just cut your wrists and bleed on the page.4)
Workshoppers will buy airline tickets from Istanbul,5rent cars at
the Missoula (or Kalispell or Bozeman) airport, drop money in
establishments from Lolo to Glacier and all along the East Shore
o f Flathead Lake, leave their manuscripts in the hands o f visiting
New York agents and their hearts at the Bison Range in Moiese.
What percentage o f Yellow Bay alums return to Montana with
relatives for a nice trip? It’
s a question worth asking, and
O’
Donnell’
s survey is just a first step in understanding the role
and potential o f nonprofits in general and the art industry in
particular.
Remember that tourism is already one o f Montana’
s top five
industries. It’
s right up there with agriculture in size and scope of
econom ic activity.6Current national trends suggest that travel
associated with the arts, with culture, and with the exploration of
heritage is poised for growth. The explanation is in the dem o
graphics: Baby boomers— the huge generation b om between
1945 and 1960— are hitting midlife with good incomes and a
thirst for roots.
“
Baby boomers don’
t want Disneyworld,”says Sharalee Smith
o f the Fort Benton Restoration Society, a group that helped raise
$100,000 for a bronze memorial to a loyal and tireless hero o f the
town, Shep the dog. Her comments were reported in these pages
last year, as were the results of an industry study which compared
the spending habits o f so-called cultural tourists with the average;
the average tourist spent $425 per person per trip, while the
cultural tourist spent $615.7

G row th Potential
Montana art nonprofits spend a high portion of every dollar
locally. They tend to buy supplies and services locally, and to hire
work done locally. Moreover, they increase the econom ic base by
bringing new money into Montana communities. This new
money comes from:
• nonresident spending on Montana-based art events and
experiences; and
• sales, services, grants, and support originating beyond state
borders.
O’
Donnell measured the nonprofit arts sector’
s growth
potential by calculating the indirect and induced impacts— the
so-called ripple effects o f an econom ic action. He used IMPLAN,
a modeling tool which helps researchers analyze linkages among
econom ic sectors and factors, and helps map the flow of

Montana Business Quarterly/Summer 1999
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S p o rts a n d A rts, A u d ie n c e F actors

National Champs.
“
During the 1 9 9 6 - 9 7 football
season, With a nationallyranked program and an
expanded stadium, We
estim ate there Were 6 9 , 0 0 0 out-of-toWn fans
included in the 1 5 3 ,0 0 0 total attendance.
Out-of-toWners staging more than one night
spent nearly $ 6 0 0 ea ch ....”
—Steve Seninger, Winter 1997 MBQ, UM Impact Study

National Trends.
Percentage o f Americans u/ho attended a
cultural event in the past gear: 46;
Percentage o f Americans u/ho attended a
sport event: 4 /•
—American Demographics, October 1998

J-

econom ic inputs and outputs in a given econom ic region.
Economic multipliers are derived from this weighing o f factors
and linkages; they suggest a particular sector’
s potential for
creating new jobs and buying locally. Increasing local jobs and
increasing utilization o f local suppliers is a legitimate policy issue
in most Montana towns.
Using IMPLAN, O ’
Donnell found that:
• Montana’
s 88 reporting nonprofit arts organizations had a
total 1997 econom ic impact o f $24.39 million, as measured
by gross revenues.
• As measured by employment, these 88 arts organizations
impacted 2,475 jobs.

6
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• Montana’
s nonprofit arts sector ranked among the state’
s
top 16 percent for its rate o f creating new jobs and in the
top 6 percent for spending its revenues locally.
Last fall, Time Magazine did a four-part series on econom ic
development. The series led with the claim that current eco
nomic development policies cost “
every working American the
equivalent o f two weeks pay every year.”Time tallied up the
various local, state, and federal financial instruments— the myriad
loan guarantees, tax incentives, write-offs, and other “
sweetheart
deals”
—and concluded that the feds alone shell out “
$125 billion
a year in corporate welfare.”
Time found little evidence this massive investment o f public
funds created a significant number o f new jobs, even though jobs

NONPROFIT ARTS
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A-f lively arts community is a deal-closer in economic
* ^ v development...it completes us as a civilization and
a society.”
— David Owen, past president o f Montana Chamber o f Com m erce

V

A

“0I / \I / /e started cultural planning for Billings
v I / in 1993-94, rounded up by a "Growth
Through Art”project. Now, We’
re envisioning the
doWntoWn in partnership With development
groups, property owners, the faith community,
and our cultural partners in a public process. ”
— Chuck Tooley, Mayor o f Billings

A

m

_ y A r r t is a big field With tremendous
diversity. Put them altogether [in a local
arts centerJ and you can attract people to
your community. That's economic develop
ment. ...The relatively smalt amount the
state pays for art is paid for time and again
by income taxes of Workers."
— Dick King, Bear Paw Development

creation is usually the stated policy goal of such initiatives. The
new jobs Time could find generally cost hundreds of thousands of
dollars each in subsidies, incentives, and write-offs. The biggest
welfare queens, it turns out, drive desks for corporate giants like
Dow and Goodyear.8
This may be a good moment to revist what we in Montana
really mean by econom ic development, and what sorts of eco
nomic impacts we wish to court.O

R eferen ces

'“
Third Sector is a term used by author Jeremy Rifkin to categorize
the combined econom ic activities o f U.S. nonprofits. See also Yale
economist Gabriel Rudney’
s work on nonprofit expenditures.
2Koostra, Barbara and Patricia Abdou-Diefenderfer. “
Artful Business:
Economic Impact o f Local Nonprofits,”Montana Business Quarterly.
Summer 1994, Vol. 32, No. 2.

3ibid.
4Yellow Bay W orkshop motto, 1990, the year M B Q ’
s former editor
attended.
5Prize for farthest traveled to Yellow Bay, 1990, went to an army
chaplain then stationed in Istanbul.
6“
Work and Pay in Montana,”Outlook 1999.
7Cass, Ginny and Shannon Jahrig. “
Heritage Tourism: Montana’
s
Hottest Tourism Trend.”Montana Business Quarterly. Summer 1998,
Vol. 36, No. 2.
87ime Magazine’
s investigative report on corporate welfare began with
the November 9, 1998 issue and included additional articles in three
subsequent issues.

Marlene Nesary was the Montana Business Quarterly’
s editorial
director from 1990-1997. She is a 1986 graduate o f Berkeley’
s Bay
Area Writing Project and a 1992 graduate of UM’
s Creative Writing
Program. She was board vice president o f the Missoula Cultural
Council from 1993-1997.
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Hi-tine Artist
Reaches Neu1Markets
by Charles Finch

r s a child in Havre, a rural town on Montana’
s Hi— S
V line, Don Greytak was accustomed to the sounds of
the local economy: railroad cars chugging past his small schoolhouse, cows tramping across their pastures, farmers’scythes
swishing through the fall crops.
It is these experiences, nurtured by years on his father’
s ranch,
that infuse Greytak’
s pencil drawings with a deep sense o f the
daily work that goes on in Montana’
s countryside.
For the past 20 years, Greytak has worked as a full-time pencil
artist, taking inspiration from his Montana High Plains roots. His
subject matter includes farming, ranching, airplanes, trains, classic
and antique vehicles, rodeo, and family scenes. Greytak sells his
work to local, state, and national markets. H e has also begun to
reach out to international markets with the advent o f his web site
(www.dongrevtak.com ).
Achieving success as an artist in a small, isolated Montana
town has not been easy. Greytak has faced many obstacles, as
have many artists in rural areas throughout the West.
W hile art in the West has grown stronger and more econom i
cally viable over the last few decades, the atmosphere for artists is
not as receptive as it is in larger, more urban areas. Rural commu
nities have not traditionally displayed a huge interest in art. This
attitude is changing, though, particularly as art becomes a more
visible and valued part o f the economy.
U p until recently, the arts sector had not been considered a
major contributor to Montana’
s economy. However, a new study
o f Montana’
s nonprofit arts sector shows that art plays a vibrant
role in the state’
s economy, one with potential for growth (see
previous article, this issue).
The study also reveals that working artists in Montana
comprise a more significant part o f the workforce than previously
thought. Montana has as many working artists as it has police and
firefighters, about one in 80.
Greytak is a great example o f a working artist in Montana,
according to Barbara Koostra, communications director o f the
Montana Arts Council. “
H e’
s just a quiet businessman who has
achieved success.”

From Rancher t o A rtist
From his studio, Greytak can look out his window and see the
house he was bom in. Staying in his hometown has always been
important to Greytak, though it has not been without struggles—
Havre is somewhat isolated from the art world. Greytak set out
on several different career paths, before settling in as a full-time
artist.

8
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Growing up, Greytak split time between Havre and an
isolated wheat farm and cattle ranch 25 miles north o f Havre,
near the Canadian border. Greytak recalls that his education was
both formal and experiential. In the Border School, which often
had as few as five students in attendance, Greytak learned
reading, writing, and arithmetic. However, his real education
came in the wheat fields.
“
I was living two lives— there was the agricultural side, but I
was more interested in the cattle ranching life,”he reflects. The
experiences Greytak had when he was young often appear in his
pictures— a mother working with children at her feet, an aspiring
cowboy atop a horse for the first time. It was around this period in
his life, when he was just beginning to understand the world on
his own terms, that Greytak began to draw.
H e continued to draw as he attended Havre Central High
School. Graduating from high school in 1954, Greytak set out to
earn a living.
At first, he turned to what he knew best: ranching. He
worked both for his father and for various others. Later on, he

ij| jj mu

While art in the West
has grou/n stronger and
more economically Viable
over the last feu/ decades,
the atmosphere for artists
is not as receptive as it is
in larger, more urban
areas. Rural communities
have not traditionally
displayed a huge interest
in art. This attitude is
changing, though,
particularly as art
becomes a more Visible
and Valued part of the
economy.

Illustration by D on Greytak

worked as a pilot. In the early 1970s, however, he found a job
that appealed both to his workmanship and to his sense of
creativity— designing and building horse trailers.
“
I needed a horse trailer, but I couldn’
t afford one. S o I set out
to build one,”Greytak recalls. He enjoyed the process of
designing and creating so much that he set up his own business.
Tinkering with his original design, Greytak constructed better
horse trailers. Still, he knew it was time to stop the work when he
got requests for the same trailers he had built before. “
The work
then became uninteresting to me,”he says.
After handing over his company to his younger brother, he
took the creative spark in his trailer building and began to sculpt
in metal. For the next several years Greytak worked only in
metal. True to the experimental nature o f his life, Greytak
believes, he sacrificed a profitable business in horse-trailer
building for a new (and not as lucrative) career in art. However,
in 1978 Greytak discovered his love for pencil drawing, the craft
that brought him recognition and econom ic stability.

A Career D ecision

Greytak’
s career as a pencil artist began at an art show in
Spokane, though prior to the show he had drawn throughout his
life, from high school doodles to pencil sketches o f his sculptures.
At the art show, though, he first began to think that drawing
could be his chief occupation.
O n the way back home to Havre, Greytak stopped in a
Missoula art shop and bought some pencils and paper. He never
looked back; after attending the show in Spokane, he made only
one more sculpture.
While he says that his inspiration usually does not come from
other artists but from his own life, Greytak admits that he has
always admired the homespun work o f Norman Rockwell; like
Rockwell, Greytak culls his subjects from every day life. With tiny
pencil brushes and longer flourishes against the paper, he depicts
not the lonely cowboy, roaming over the West, but ranchers
whose lives are underpinned by the hard work o f their wives and
their children. It is because of his drawings’
realistic vs. romantic
subjects that Greytak doesn’
t think of his art as falling into the
tradition o f Western art.

Montana Business Quarterly/Summer 1999
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“
My theme has
been my background,”
Greytak says. “
With 11
brothers and sisters,
hard-working parents,
and ranch work in my
past, I think it makes
sense that my work
involves children,
mothers, cattle, and
machinery. I don’
t
paint the mythology of
the West, like a lot of
artists, but mostly from
experience.”

Art and
B u sin ess

Havre. Greytak
sells art to Havre
residents and
visitors, which
benefits the
economy by
circulating dollars
locally.
Additionally,
Greytak’
s work is
reason enough for
visitors to spend a
little more time
then planned in
the area, dropping
money in local
restaurants, hotels,

Illustration by Don Greytak

Even with its lofty aspirations, though, art invariably runs into
the world o f commerce, and so it is with Greytak. The primary
funnel for Greytak’
s art is the Old Library Gallery in Havre, run
by an associate, Kathy Shirilla. Greytak’
s business partner for a.
decade, Shirilla decides which auctions and shows to attend and
runs the gallery devoted to Greytak’
s work.
“
Don and I have been able to make a pretty good living for
about 15 years,”Shirilla says.
Greytak sells his original work through a catalog, at his own art
shows, and at auctions throughout the Northwest. O f the 20 or
so original pieces Greytak draws a year, he usually sells most of
them. In addition, Greytak makes offset lithographs o f nearly 330
drawings, somewhat like prints, that he sells wholesale to hotels,
restaurants, and fusion gallery/frame shops. Finally, the Old
Library Gallery offers Greytak’
s drawings and offset lithographs for
sale.

E-Business
W hile they clearly have a diversity o f channels through which
they send the work, Greytak and Shirilla are looking to extend
the ways they get their product out to the public.
Riding the current wave of e-business, Greytak’
s web site
allows him to reach out to potential clients far beyond Montana’
s
borders. The site, which offers a catalog with 200 images clients
can peruse and then order online, considerably increases the
market for Greytak’
s art. In fact, in recent months he has ac
quired new customers from Canada and Germany. He hopes to
continue to gain new clients electronically.

E conom ic B enefits

While the pencil drawings allow both Shirilla and Greytak to
stay afloat financially, they also have a larger econom ic role in
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and other cultural attractions.
While out-of-staters frequently spend money on art, Greytak
believes that his work is unique because his customers include
those who normally wouldn’
t consider buying a drawing— inland
farmers and workers.
Once, when he was buying a car, the sales manager o f the
dealership said to Greytak, “
Your customers and my customers are
the same people.”Perhaps for the first time in Havre’
s history,
people can go downtown to buy a car, a screwdriver, and a
drawing all at the same time.
Normally, most rural Montana towns simply cannot support a
gallery economically. However, the affordability o f the lithographs
(they sell for less than $100) makes Greytak’
s art accessible to a
larger number o f people.
In addition, artists and other cultural attractions help draw
tourists to rural towns that might otherwise be bypassed. As
reported in last summer’
s Montana Business Quarterly, today’
s
tourists— baby boomers in particular— often travel to explore the
arts, culture, and their roots. Through Greytak’
s art, people are
able to explore their farming and ranching roots. His illustrations
have drawn many tourists to the O ld Library— a good thing since
there is no built-in market for art in the largely agricultural
society around Havre.
Despite his success, both econom ic and artistic, Greytak
continues to strive for improvement. He says o f his goals in art, “
I
would like to be able to get to do some good art someday. No
artist is happy with his last piece, or else he would quit. In the
back o f my mind, I always think, ‘
this next piece might work.’
”
□

Charles Finch, a freelance u/riter and Yale University student, is
spending the summer in Missoula.

Pishing
•r the Opera?
Montanans Talk About
Quality of Life Choices
by Jim Sylvester

o a Montanan, the term “
quality o f life”might mean
having a good fishing stream, a quiet camping spot, and
a little elbow room. To a New Yorker, the same term
might mean a night at the opera and shopping in the city.
Whether in Montana or New York, quality o f life means
different things to different people.
Ongoing media reports about people moving to Montana for
“
quality o f life”reasons— as well as the growing popularity o f “
the
last best place”
— made Bureau researchers curious about how
residents define the term. To find out, interviewers asked Montana residents the following question as part of the Bureau’
s
Montana Poll:

f

N ation al R esearch

Before examining the Montana Poll results, we need to look at
some national research. Over the years, national studies have
determined that the following variables relate to population
growth:
• mean temperature;
• city size;
• presence o f water;
• adjacent forest or wilderness.
During the 1980s, for example, researchers attributed the
population growth in southeastern and southwestern states to
warm temperatures and the presence o f water. These Sunbelt

People live in Montana for many different reasons. One reason often
mentioned is the quality o f life that Montana offers. We know people
have different ideas about quality of life. Some people see it as one thing
and others may see it as something else. And sometimes it may mean
different things to the same person at different times. What does the
term quality o f life mean to you when you hear it?
The Montana Poll, a random household survey that the
Bureau conducts on a quarterly basis, generated responses from
1,202 Montanans during 1998. Responses ran the gamut, from
clean air, blue skies, and friendly people to less traffic, less crime,
and a slower pace of life. This article discusses the survey results
and relates them to other demographic characteristics such as
age, education, gender, income, and length and location of
residence.
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F igu re 1
R e s p o n se s t o Q u a lity off Life Q u e stio n
M ontana Poll, 1998

"J/011 caw starve to death looking
at the scenery ”
-Montana Poll respon d en t

Percentage of Respondents

F igu re 2
Urban D read
More Concerned

t Recent migrants

Is Older persons
t Higher educated
t Higher income
T Women
t Rural residents

Less Concerned
4* Long-time residents
4r Younger persons
4«Less educated
4«Lower income
4> Men
Urban residents

F igu re 3
E n v iron m en tal A m en ities
More Concerned

t Recent migrants
f Older persons
t Higher educated
t Higher income
1*Women
f Rural residents

Less Concerned
4 Long-time residents
4 Younger persons
4, Less educated
4, Lower income
^ Men
4, Urban residents

F igu re 4
P o sitiv e P e o p le C om m en ts
More Concerned

t Long-time residents
t Older persons
t Higher educated
f Higher income
IsWomen
t Rural residents

Less Concerned
4* Recent migrants
4, Younger persons
4, Less educated
4, Lower income
4, Men
^ Urban residents

Source: The Montana Poll, Bureau o f Business an d Econom ic
Research. The University o f Montana-Missoula.

12

M ontana Business Quarterly/Summer 1999

states with nearby coastal areas were experiencing tremendous
growth, while states that had colder weather and no coastal areas
were experiencing population decline. Therefore, researchers
assumed that if an area had warm temperatures, or was next to a
body o f water, it was more likely to attract new residents.
Studies have also shown that while warm temperatures, the
presence o f water, and adjacent forests or wilderness are impor
tant to those moving to large cities, they are not the main
attraction. Instead, researchers believe that those in large cities
value cultural amenities, such as museums and art galleries, over
weather and scenery.
Similar to the Sunbelt states in the 1980s, Montana experi
enced tremendous growth during the early 1990s. Through the
Montana Poll, Bureau researchers hoped to determine whether
the above variables were related to Montana’
s recent growth; the
survey results do indeed show a correlation. Responses to the
quality o f life question were recorded by Bureau interviewers,
coded into categories (Figure 1), and broken down by:
• length o f residence;
• age of respondent;
• gender of respondent;
• educational attainment;
• household income;
• mountain counties vs. plains counties;
• housing location.

Urban Dread
In national surveys, people often mention urban amenities,
such as theaters and museums, as important to quality of life.
With urban amenities, com e problems associated with urban
areas: congestion, crime, and pollution. A person in Cambridge,
Massachusetts, may think that the amenities override the
problems; however, a person in Lewistown, Montana, might
prefer a crime- and congestion-free area to theaters and muse
ums. These preferences are quality o f life choices.
Nearly half o f the Montana Poll respondents mentioned
“
urban dread,”or fear o f congestion, crime, and pollution as
reasons for staying in or moving to Montana.
O ne respondent stated that he likes living in Montana
because it’
s possible to “
raise your family in a safe and comfortable
environment...and not be shot at.”
Another respondent felt safe in Montana because “
you don’
t
have to lock your doors here. You can leave your wallet on the
top o f the car and it’
s still there when you com e out.”
Another person felt he had “
peace o f mind...no drugs or gang
wars like bigger cities.”
O n closer examination, the Montana Poll found that recent
migrants, older persons, those with higher education and greater
income, women, and rural residents were among those who

mentioned urban dread as a quality of life issue (Figure 2). Long
time residents were not overly concerned about urban dread.

Environm ental A m en ities
About 40 percent o f the Montana Poll respondents mentioned
environmental amenities such as mountains, lakes, trees, open
spaces, and other scenery as important to their quality o f life.
One respondent liked to “
walk out to our yard and see deer,
antelope, mountains, rolling plains.”
Another respondent said, “
There is lots o f good scenery, from
the prairies to the mountains.”
Age and educational attainment were the most significant
variables when looking at environmental amenities. Older, more
educated people were most likely to mention the environment as
important to their quality o f life (Figure 3).

Positive P eop le Com m ents
Nearly 30 percent o f the survey respondents mentioned
people in a positive manner, listing “
friendly neighbors and great
people”as important parts of the Montana lifestyle.
One respondent said he likes the small town atmosphere
because “
you know your neighbors [and] they help each other
out.”
Another person remarked that there are “
less lawsuits and a
little more talking to your neighbor before calling the cops.”
Other observations included:
• people have a friendlier attitude toward each other;
• people care about each other and there is a sense of
community;
• people are more genuine, and are not trying to impress
anyone.
Gender was the leading factor o f those with “
positive people”
comments; women were more likely than men to mention
people. Income and education were also factors. Those in the
middle ranges— high school education and average incomes—
were more likely to mention people as important to quality of life,
as were respondents living in developed areas (Figure 4). Interest
ingly, many of these same respondents also mentioned urban
dread.

O u tdoor R ecreational A ctivities
About 20 percent o f respondents mentioned outdoor recre
ational opportunities as a quality o f life issue.
Some o f the recreational opportunities mentioned were:
biking, boating, camping, fishing, hiking, hunting, horseback
riding, skiing, snowmobiling, and skydiving.
Males were more likely to mention outdoor recreation
activities. Highly-educated persons and those living in mountain
counties were also more likely to cite outdoor recreation (Figure 5).

F igu re 5
O u td o o r R ecrea tion a l O p p o r tu n itie s
More Concerned
Less Concerned
t Recent migrants
4, Long-time residents
t Younger persons
4 Older persons
t Higher educated
4,Less educated
t Higher income
4,Lower income
f Men
4,Women
t Mountain residents
4,Urban residents

F igu re 6
E co n om ic P rosp erity
More Concerned
t Recent migrants
t Younger persons
t" Less educated
t Lower income
t Rural residents

LessConcerned
4> Long-time residents
4> Older persons
4" Higher educated
4, Higher income
4, Urban residents

F igu re 7
F reed om from R e g u la tio n

t
t
t
t
Is

More Concerned
Long-time residents
Older persons
Less educated
Men
Rural residents

LessConcerned

4,
Recent migrants
4,Younger persons
4,Higher educated
4,Women
4,Urban residents

Source: The Montana Poll, Bureau o f Business and Econom ic
Research, The University o f Montana-Missoula.

E con om ic P rosp erity

Surprisingly, only about 15 percent o f the respondents
mentioned econom ic prosperity as contributing to a good
quality o f life. One might expect a good job or decent income to
contribute to quality of life. However, financial well-being was
not mentioned by many respondents.
Lower-educated persons were most likely to mention
econom ic prosperity as important to quality of life. People living
in mobile home parks or on small acreage lots outside o f town
were also more likely to mention economic prosperity
(Figure 6).
Some respondents were concerned about:
• low wages;
• limited job opportunities;
• high cost o f living.
Montana Business Quarterly/Summer 1999 13

O n e respondent said, “
You can starve to death
looking at the scenery.”
Another person said, “
The cost o f living is too
high in Bozeman. Only rich people can live here.”
Another response was that it is important to
have “
an econom ical base to support decent paying
jobs. I don ’
t think Montana has it. I think Montana
is more economically handicapped now than it was....”
And, finally, “
we are a third world country”from
another respondent.

C o n c lu sio n
"It's a good
place to make a
doing....I Wish
some people
from California
and Canada
Would stag out

F reed om from G overn m en t
R egu la tion
Freedom from government regulation was
important to about 10 percent o f the Montana Poll
respondents. Regulations such as zoning, speed limit
control, and gun control were o f more concern to
older respondents and those living in isolated areas
(Figure 7).

O th e r R e s p o n s e s

of here. They
are sure raising
hell With the
real estate
prices. ”

Montanans have a lot o f good things to say
about their state. In fact, some are downright
territorial— “
let’
s put a fence up around M on
tana.”Many o f the state’
s residents experience
urban dread and have n o desire to live in urban
areas. Montanans value the scenery, the recre
ational opportunities, and the rural character of
their state; most are not overly concerned about
urban amenities such as the opera or theater. As
Montana grows, many o f these values may
change.O
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The Montana Poll generated many other responses; some of
them could not be analyzed because they did not fit into any
category. Several respondents even mentioned that they could
not find a good quality o f life in Montana. Som e o f the other
more interesting responses to the quality o f life question follow.
“
W e have a fairly relaxed community, with good scenery, and
good living conditions. W e’
re free from major disasters—
hurricanes and tornadoes.”
“
It’
s a good place to make a living....I wish some people from
California and Canada would stay out o f here. They are sure
raising hell with the real estate prices.”
“
I like the atmosphere. I like the beauty. I don ’
t like the
politics, the diehard conservatives here.”
“
Freedom and safety. ...I don ’
t like the governor trying to
entice people to com e to Montana.”
“
Montana is laid back. IThere are] no gangs, just the freemen
and the bomber.”
“
I’
d be happy if you could put a fence up around Montana and
keep all the out-of-staters out.”
“
I have been all over and I always com e back. Montana is
quality o f life.”
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SCHOOL EQUITY

The Battle for Equity
Montana Schools Since 1988
by Ernest Jean

Editor’
s note: The 1999 Montana Legislature enacted several bills
directly relating to schools and taxation limits. The full impact o f these
bills will not be known until next tax season when assessments are
actually made. Continuing the Montana Business Quarterly’
s
coverage of school financing, this article focuses on the state’
s attempts
at equalizing funding, prior to this last session.

R he Montana Constitution requires the state to provide a
■ free public education that is equitable: that system was
initially developed in the 1950s, and came under fire in the
1980s. In the late 1980s, the courts ruled that the differences in
expenditures among school districts violated the constitutional
requirement to provide equal educational opportunity for all
persons. Since then, the state has been working to solve this
problem.
It has been 10 years since a district judge first ruled M ontana’
s
system to finance elementary and secondary schools unconstitu
tional. This ruling came at the end o f six years o f litigation and
several attempts by the Montana Legislature to address the issue.
Since the ruling, we’
ve addressed equitable funding with four
biennial legislature sessions, two additional court filings, and two
complete and radically different models o f finance. Where do we
stand now? What is the status o f Montana schools as it relates to
equity? And what might it mean for the future o f Montana
schools?

H istoiy
To understand the complexity o f the equitable funding issue, it
helps to examine the history of school funding. The Montana
State Constitution, in Article II, §4 (1972) states that:
The Legislature shall provide a basic system o f free quality public
elementary and secondary schools. ...It shall fund and distribute in an
equitable manner to the school districts the state’
s share o f the costs of
the basic elementary and secondary school system.

This constitutional language established the basis for the
lawsuit filed by 65 school districts against the state. At issue in the
Helena Elementary School et. al. vs. State o f Montana case was
whether state funding for public schools was being distributed in
an equitable manner. The simple concept o f equity held that the
education o f a child in Montana should not be dependent upon
where that child lived. The lawsuit questioned whether more
state money was being spent to educate children living in a “
tax
wealthy”school district than children living in a “
tax poor”
district.
To determine this difference, state expenditures per pupil
were examined. The differences in spending between the highest
and the lowest spending districts ranged from $12.10 to $1.00 in
elementary districts (a 12.1-to-l disparity) and $9.20 to $1.00 per
pupil in high school districts (a 9.2-to-l disparity). At the trial,
the federal benchmark o f $1.25 to $1.00 was established as the
goal.

The R uling
District Judge Henry Loble entered his ruling on the case on
January 13,1988. His judgement, favoring the 65 plaintiff
schools, stated the method in which the state funded elementary
and secondary schools was unconstitutional. He ruled that the
disparity in spending established an inequity and therefore did
not conform to the language in the Constitution o f Montana.
The state immediately appealed the Loble decision to the
Montana Supreme Court. The court took the case and heard oral
arguments in November 1988. The court unanimously concurred
with Loble in their January 1990 decision and ordered the
Legislature to fix the school equity problem within six months.

S ch ool Finance M odels
In discussing the state’
s school finance model, a distinction
must be drawn between the system o f taxation used to finance
the model and the method o f distributing the funds to schools.
Loble defined equity in terms o f the amount o f money available
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F igu res 1, 2, 3
G en era l F und R e v e n u e b y C a te g o r y
M on tan a S c h o o ls
From the beginning, the original plaintiff schools believed
that the HB 28 finance system would not adequately solve the
equity issue. The plaintiff coalition appealed to the Supreme
Court to retain jurisdiction. The court, however, turned them
down. A new educational coalition, called the Montana Rural
Education Association (MREA), also began a legal interest in
the outcome o f this new school funding system. MREA believed
the HB 28 finance system was unfairly weighted in favor of
schools with large numbers o f students.
Two suits were brought against the state by the earlier plaintiff
coalition and the MREA. Both suits challenged the equity of the
new finance system set forth in HB 28 and trial dates were set for
January 1993. The trial between the original plaintiff coalition
and the state began in the court o f District Judge Jeffrey Sherlock,
while at the same time the Legislature began again to address the
issue o f financing its elementary and secondary schools.

H o u se Bill 667

‘Includes special grants an d federal funding.
Sources: Legislative Fiscal Division, January 1997; Budget
Analysis 1999 Biennium, Helena: State o f Montana.

to educate students. H e did N O T define equity in terms o f the
amount o f taxation necessary. The issue was not about taxpayers;
it was about students. Consequently, taxpayer equity was not at
issue in the Loble decision.

H o u se Bill 28
In January 1990, the Legislature convened for its regular
biennial session. Legislators began to address the school finance
issue, but adjourned without crafting a new finance system. Gov.
Stan Stephens called legislators back to session in June 1990.
What evolved from this session has com e to be known as the HB
28 finance method. Since it was too late for the system to take
effect for the 1990-91 school year, it was delayed to the 1991-92
school year.
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During this session, Speaker John Mercer (R-Polson)
appointed Rep. John C obb (R-Augusta) to chair a select commit
tee on school finance. The specific mission o f this select commit
tee was to develop a finance method that would satisfy the Loble
decision and remain relatively revenue neutral.
Cobb, with the help o f the State A uditor’
s Office, developed a
funding model that was later crafted into a committee bill, passed
by the Legislature, and signed into law. It has since been known as
the HB 667 method. Although the model has undergone two
major revisions, it continues to be the method used to finance
M ontana’
s elementary and secondary schools.
The basis o f this newest funding system was to distribute
revenue using four separate concepts. T h e first was to provide
each district with a flat annual amount: $18,000 for each
elementary district and $200,000 for each high school district.
The second concept provided a scheduled dollar amount per
pupil in addition to the flat amount for each district. The third
concept was carried over from HB 28 and used a guaranteed tax
base (GTB) formula. The fourth concept involved folding special
education funding into this distribution system, instead o f figuring
it separately.
It is important to note that the G T B concept was designed to
provide a level o f equity that equalizes the amount o f taxable
value available to districts to fund school budgets. G TB systems
are models o f revenue distribution to schools and are intended to
provide equity in educational opportunity. The model was not
designed to provide taxpayer equity.
Because the HB 667 funding system was designed to be
revenue neutral, the dollar amounts for the first two concepts—
the flat district amount and the per pupil amount— were adjusted
using fiscal year 1991 school budgets. HB 667 also followed the
state’
s original 1950 school financing model by establishing an 80
percent state funding level as its benchmark.
The distribution method o f the original Foundation Program
instituted in 1950 provided schools with state support o f 81.2
percent o f the General Fund Budgets. This became the bench
mark figure used by schools and the state when discussing
appropriate levels o f state funding.

SCHOOL EQUITY

HB 667 also established new “
maximum”and “
minimum”(80
percent o f the maximum) general fund budgets based on atten
dance for school districts. A ll districts’
budgets were to stay
between the maximum and minimum range in order to maintain
the federal benchmark o f $1.00 to $1.25 per pupil.

H ow Has th e N ew System C h a n ged
School F unding?
State F u n din g H as D eclin ed
Despite the original 80-20 (state-local) funding ratio estab
lished by the Foundation Program, testimony provided at the
Loble trial showed that school districts actually received approxi
mately 35 percent o f their funding from voted (local) levies and
65 percent from the Foundation Program, permissive levies, and
miscellaneous state revenues. Loble, in his decision, went so far as
to say: “
It is doubtful that this lawsuit would have been brought if
these percentages had remained reasonably in line with what was
expected and intended at the time o f the adoption o f the
equalized Foundation Program in 1949.”
School expenditures reported over the time the two models
were being developed present an interesting picture. Enrollment
growth from 1991 to 1996 was 9.6 percent, while the per pupil
amount o f general fund expenditures in 1991 dollars rose by only
1.5 percent.
More importantly, despite the 9.6 percent enrollment growth
during that time, the state’
s financial contribution per pupil
declined nearly 8 percent. Also notable was a dramatic decline in
federal funding and other revenue to support schools (Figure 1).
The amount o f the average per pupil expenditures paid from local
sources rose 54 percent during those years.
The growth in local dollars reflects a significant change in the
funding ratio from the two major sources— local and state. In
1991, state support accounted for 75 percent-of school budgets,
while local sources accounted for 20 percent. By 1996, this split
was 69 percent from the state and 31 percent from local sources
(Figures 2 and 3).

S p en d in g D isp a rity h a s D e crea sed
What about the disparity between “
tax wealthy”and “
tax
poor districts? There is evidence o f significant improvement in
spending disparity over these past seven years.
Using 1997 expenditure data, the disparity for expenditures is
1.51-to-l in elementary districts and 2.7-to-l in high school
districts. After the Loble decision, Montana created K-12 school
districts. Since there was not pre-trial data available for this type
of district, it is impossible to make a seven-year comparison.
However, the 1997 expenditure disparity range for K-12 schools is
2.7-to-l.
These figures compare favorably to the 12.1-to-l disparity
range for elementary schools and the 9.2-to-l range for high
schools in years prior to Loble’
s judgement. It would appear
efforts to provide equitable funding for schools are working.

W here From H ere?
From these data, several things are immediately apparent. O f
utmost importance are the words o f Loble concerning whether
the first trial would have even occurred if the state’
s financial
participation was near the original amount that was intended.
O n e might argue about what that funding ratio should be, but
historically (as evidenced in both the 1950 and 1993 legislation)
the benchmark was approximately 80 percent from the state and
20 percent from local sources.
Looking at the data from the Loble trial and comparing it to
current data, an ominous similarity seems apparent. The trend in
the current participation levels seems to parallel the trend in the
unconstitutional 1950 Foundation Program’
s participation levels:
the state-local funding ratio has decreased from 80 percent and
20 percent, respectively, to 60 percent and 40 percent— or less.
Why is this trend so important? Because N O system of
financing schools will remain equitable unless the funding source
(the Legislature) continues to provide increases to maintain its
equity, let alone improve upon it. By not funding improvements
to the schedules that drive the model, the system will begin a
backward slide. The only alternative would be to put increasing
reliance on the local voted sources. This will, then, produce an
opposite effect relating to the overly large reliance on local
property taxes.
Technically, HB 667 will advance budget equity, which appears
to be happening. It will position school budgets so as to fall within
the target ratio o f $1.25 to $1.00. Expenditures will advance
toward that level as well. However, it is accomplishing this
equity primarily by capping district spending (not allowing
expenditures above a preset limit determined by a district’
s
maximum budget).
It is fairly clear that since 1991, the Legislature has established
a system o f distributing revenue to schools that is improving the
level o f equity in expenditures per pupil. It is also fairly clear that
the state is not funding this system sufficiently to maintain the
ratio o f support, as established in 1950 and 1993. Taken together,
this means the state has a system that will provide equity, but also
force greater reliance on local property taxes because the
Legislature is sufficiently under funding the system.
Based upon this information, it is likely another lawsuit will be
visited upon the state. Given the latest rounds of litigation in the
nation, it is also likely the suit will be framed not only around
equity, but other areas o f the constitution. Litigants in other
states have refrained the argument around the theme, “
you have
established a system that is more equitable, but it is insufficient to
do a quality job.”Sufficiency or adequacy becomes another issue,
along with the issue o f equity. Couple this with what would
appear to be a decline in legislative support, and the state may be
fertilizing the ground o f this litigation.O

Ernest Jean is an assistant professor in The University of MontanaMissoula Department of Educational Leadership and Counseling.
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LEADERSHIP

^ Look
leadership
by Paul Larson

/

Editor’
s note: This article continues the Montana Business
Quarterly’
s coverage o f business and management issues, focusing
specifically on leadership techniques. Author Paul Larson, a University
o f Montana professor o f management, has published “
Montana
Entrepreneur’
s Guide,”a book detailing how to start and manage
businesses. Look for other management tips and strategies in upcoming
issues.
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ood leadership differs from good management. G ood
management results in goals being achieved,
whereas good leadership entails setting the right goals. Leader
ship involves creativity, inspiration, entrepreneurship, and
achieving a shared sense o f commitment. G ood management
isn’
t possible without good leadership.
America needs good leadership in every comer. Too often
mediocrity is present in business, government, schools, and

LEADERSHIP

churches. In a rapidly-changing world, it is crucial to have strong
leaders. Although no set formula exists for defining leadership,
studies show a few basic commonalities among people generally
considered effective leaders. This article discusses the important
characteristics of leaders and the tactics o f a few well-known
world leaders.

strong supporters. Reagan’
s address, however, was so stirring and
so patriotic that afterward even people who were lukewarm
about him wanted to jump to their feet, salute, and flip on their
Lee Greenwood tape o f “
I’
m Proud to Be An American.”The
words he chose, and the manner in which he presented them,
really touched people.

D ev elop in g a V ision

C o n siste n cy

To lead a group, one must have a vision that people support
from both a personal and a philosophical perspective. Consider
Martin Luther King. What was the vision? His most famous
statement, “
I have a dream,”was delivered to more than half a
million people who had descended on Washington, D.C., in
support of civil rights. What was his dream? Racial equality.
Could people relate to that personally and philosophically?
Absolutely. Few people argued against the philosophy o f racial
equality. Furthermore, many supporters believed that he would
have a tremendous impact on them personally. King gained
overwhelming support because o f his vision.
Lee Iacocca, who led Chrysler out of the clutches o f bank
ruptcy, had a vision for the company to which employees became
fiercely committed— to not only survive as a company, but to
also build a strong reputation for quality. O f course people
followed him— he had the potential to save their jobs, and
they were motivated by the vision he had for the
venture, of which they were a part.
Leaders are ineffective without a vision that
inspires people. And, it doesn’
t have to be as
grandiose as freedom or social justice. Victor
Kiam, the man who truly “
loved the shave I got
so much that I bought the company”(Remington),
has always received tremendous respect and commit
ment from people in his company. His vision was simple—
build the best electric razor in the world, and sell more of them
than any other competitor.
A leader’
s vision, no matter how simple, must motivate and
encourage employees.

C om m unicating th e V ision

Once leaders develop a vision, they must communicate their
ideas. Leaders are often great communicators. Consider Martin
Luther King. He had the ability to stir and motivate people,
and he excelled when he got in front o f a group of people.
Former President Abraham Lincoln also had superb speech
making abilities. One o f his speeches, the Gettysburg Address, is
so famous that most school children memorize it at some point in
their studies.
Communication skills were the strong point of another wellknown leader, former President Ronald Reagan. While some
people have questioned Reagan’
s leadership abilities, few
questioned his communication skills.
Many remember his first State of the Union Address, which
was delivered the year after he was wounded by a gunshot from
John Hinckley. As with any presidential candidate, there were
those who had not voted for him and were not particularly

People who take a bold stance on issues and lead a group
generally meet tremendous resistance. There will always be those
t
who criticize their ideas and try to prove that the system won’
work. But effective leaders need to cling tenaciously to their
vision.
In fact, American history may have taken a different course if
the 16thpresident had not clung to his vision. It was not easy for
Abraham Lincoln to unwaveringly insist that the Union
must remain intact and not be divided. After hundreds of
thousands of Northern soldiers had lost their lives and the war
continued to drag on with no foreseeable end, there was incred
ible pressure to just “
let the South go.”After all, the South didn’
t
want anything from the North. The Confederates simply wanted
to preserve their way o f life and make their own decisions
concerning what happened in their states. Many people wanted
s resources.
to stop the killing and the draining of the country’
Lincoln refused to cave in to the pressure.
In another example, former British
Prime Minister Winston Churchill faced
numerous leadership challenges during
World War II. In his daily radio
messages to the British during the
t war, Churchill encouraged people to
i continue resisting the Germans
and to fight to remain free. This
period was an incredibly desperate
time for the English— they had been pushed out o f mainland
Europe by the Germans and were being bombarded nightly. It
s admission, England’
s“
darkest hour.”
was, by C hurch ill’
A lot o f people would have liked to have heard, “
We can stop
this killing now. And you know, the Germans aren’
t so bad. They
would treat us fairly if we surrendered.”Churchill remained
resolute in his determination.
Just like Churchill and Lincoln, leaders cannot flinch in their
resolution. Besides being persistent in their vision, leaders must
remain consistent. Employees will not accept someone as their
leader who displays indecision and wavers in support of his or her
vision.

R ealistic C on fid en ce

Leaders are generally regarded as confident individuals.
Consider Michael Jordan (playing basketball, not baseball),
believed by many to be the greatest basketball player o f all time.
Whenever the Chicago Bulls were in a close game and there was
less than a minute left on the game clock, who did Jordan want
handling the ball? H e wanted the ball himself—not because he
wanted to score the winning basket or because he wanted all of
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the glory. Jordan knew that his team had the best chance o f
winning the game when the ball was in his hands. This was not
arrogance on his part— he knew realistically what he was capable
o f doing and he wasn’
t afraid to get the job done. H e knew he
could “
just do it.”
This sort o f realistic confidence is what sets leaders apart—
they believe in what they are capable o f doing. Many people
operate at a point well below what they are truly capable of
accomplishing, but leaders seem to get much closer to their
potential. Business managers should believe in what they are
capable o f doing. Doubting will only hold them back.
Remember, though, the flip-side o f this leadership coin:
leaders also need to know what they are realistically not capable
o f doing. Herein lies the difference between confidence and
arrogance. Confidence drives a leader, arrogance will kill him.
For example, Nazi dictator Adolph Hitler had the mightiest
armed forces in the world in the early 1940s, and he believed
he could fight the whole world at once and win. In the end,
over-confidence killed him.
If leaders make decisions based on unrealistic confidence in
their strengths, their organizations will suffer and they will likely
lose their leadership positions.
Managers should not be afraid to pursue what they know their
organization can accomplish. But, they should be careful not to
get overconfident.

A L esson fo r Today's L eader

The lesson? O n ce leaders have decided to set forth on that
next new project, they shouldn’
t look back. Thinking about the
possible negative consequences might actually cause them to
occur. This situation happens all the time in athletic contests.
The score is close, the stakes are high, the pressure is enormous.
Players begin thinking about the possible consequences if they
make mistakes, and those very things begin to happen.
Leaders have the ability to look beyond the possible negative
consequences and push ahead with what they have resolved to
accomplish. It doesn’
t necessarily mean they will be successful,
but at least they w on’
t be dragged down by the fear o f what could
happen. This is easy to say, difficult to do, but absolutely critical
for a manager in a leadership position.
Certainly, leaders should exercise proper caution before
launching a new undertaking. But once the decision is made to go
ahead, they shouldn’
t look back.
Theories o f effective leadership vary, but observations of
leaders have left us with several consistent generalizations about
their attributes. Strong leaders have a vision and the ability to
effectively communicate that vision. They are persistent, consis
tent, and can realistically assess what they can and cannot
achieve. And finally, good leaders understand people and are able
to motivate and inspire themQ

Paul Larson is a professor o f management at The University of
Montana-Missoula.

“D on ’
t Look D ow n From the Tightrope”

The following story illustrates how negative thinking can
sabotage a leader’
s vision.
Karl Wallenda was the father in a family o f tightrope walkers. He had spent most o f his lifetime walking tightropes without safety nets, and his children
followed in his career footsteps. He
continued his death'defying
profession into his 70s, when on
one stunt, he could defy death no
longer. He fell and died.
A reporter writing an article
on the family, and the father’
s
tragic death, interviewed many
family members. W allenda’
s wife spoke
to the reporter and told him that through all
the years o f performance her husband never seemed
to fear what he did— until his last walk. Normally, he seemed
unconcerned and would actually joke about his stunts. But before his
last walk, he seemed very apprehensive and preoccupied about his
upcoming performance. He spoke about it constantly and fretted over
it. Ironically, he died on the walk that he feared.
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